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Foreword

This book was developed jointly by the U.S. Depart-
ment of Education and the U.S. Department of Health
and Human Services to help communities improve
coordination of education, health, and human services
for at-risk children and families. Together We Can: A
Guide for Crafting a Profamily System of Education
and Human Services reflects the work and experience
of a study group of researchers and front-line adminis-
trators and practitioners working with promising
programs that link education and human services.
Together We Can leads the reader through a five-stage
collaborative process with milestones and land mines
portrayed through vignettes and case studies describ-
ing the personal experiences of the study group
members.

Together We Can is a practical guide that can assist
local communities in the difficult process of creating a
more responsive education and human service delivery
system. The guidebook emphasizes the effective
delivery of supports for families, a crucial step toward
assuring the future success of America’s children.
Recognizing that the current system of programs

O

serving children is fragmented, confusing, and ineffi-
cient, the guidebook advocates a radical change in the
service delivery system. It encourages a holistic
approach in treating the problems of children and
families; easy access to comprehensive services; early
detection of problems and preventive health care
services; and flexibility in the use of federal and state
funds for education, health, and human services.

We believe this guide is a practical tool for the many
communities that are working to create more compre-
hensive, family-focused service systems for children
and their families.

We invite your comments.
Richard W. Riley

Secretary

U.S. Department of Education

Donna E. Shalala
Secretary
U.S. Department of Health and Human Services
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Preface

Across America, people are recognizing that all of the
institutions and agencies whose mission is to nurture
and strengthen children and families must collaborate.
They realize that no single institution has the resources
or capacity to do the job alone.

The U.S. Department of Education and the U.S.
Department of Health and Human Services charged
the School-Linked Integrated Services Study Group
with capturing the experiences of collaborative en-
deavors across the country and creating a guide for
integrating services. The Study Group’s rich experi-
ence has been critical to the vision of communities
where learning can happen and the creation of the
profamily system of education and human services
described in the guide. It is the basis for the five-stage
collaborative process at the heart of the guide, which
can help new and existing collaboratives enhance their
capacity to change the system.

Basic to the guide is the concept of systems change.
We define systems change as a revision of the ways
that people and institutions think, behave, and use their
resources to affect fundamentally the types, quality,
and degree of service delivery to children and families.
The Study Group believes collaborative strategies are
the key to systems change. Cooperation, in which
partners agree to work together to meet their individual
goals without substantially changing the services they
provide or the rules and regulations governing their
institutions, is not enough.

O

Collaborative strategies, in which partners share a
vision, establish common goals, and agree to use their
power to achieve them, are necessary; commitment of
resources and willingness to alter existing policies are
a vital part of such strategies.

Most importantly, the children and families who
participate in our education and human service sys-
tems are essential to its reinvention. They are indis-
pensable partners with educators, human service
professionals, business leaders, civic and religious
leaders, leaders of community-based organizations,
and other citizens in creating the profamily system that
the guide envisions.

This guide is dedicated to all the people who are
working to strengthen America’s families. They are
the pioneers envisioning the future and risking change.
They are devoting time and energy to their belief that
our society must do a better job of creating the condi-
tions under which families can carry out their responsi-
bilities and succeed. We trust that this guide will
empower them and help people at all levels of govern-
ment and in all sectors of society to collaborate on
behalf of a brighter future for all our children and
families. To the extent we create that future, we will
build a strong tomorrow for the America we share.

Martin J. Blank
Chair, School-Linked Integrated Services Study Group
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Introduction

From time to time, every family, no matter how
self-sufficient, needs help: a short-term loan to pay the
rent on time in a month of unexpected expenses,
someone to help care for a sick child or parent, legal
advice, specialized training to compete for a better job,
or advice on an adolescent child who is not doing well
in school. More serious problems such as chronic
illness, unemployment, or homelessness can make
special help a continuing necessity. Families with
strong support networks and ample financial resources
often can find the help they need from friends and
relatives or—without too much trouble—in the
community. Using the information and connections of
their social acquaintances and their own ability to
purchase services, these families usually can act to
resolve crises effectively and to keep small problems
from getting out of hand.

It is not so easy for families with limited financial
resources and whose friends and relations may not be
better off than they are. All too often, the prevention
and support services that can help families maintain
their self-sufficiency and ability to care for their
children are unavailable. Essential education, health,
and human services are often inaccessible or provided
in ways that diminish—rather than enhance—families’
abilities to control their own lives. Separate, unre-
solved problems grow into complicated tangles that
affect every family member and put children at high
risk of failing in school and later in life. In the pro-
cess, everyone loses.

Across the country, communities are asking what
can be done to reclaim the one child in four who is in
jeopardy of school failure. They are asking how other,
often highly interrelated, problems that place youth at
risk—poverty, premature parenthood, substance abuse,
unemployment, and homelessness—can be addressed
so that children can learn. The challenges are funda-
mental ones for American society. What is required to
create communities where learning can happen? What
supports do families need to raise children who are
educationally and emotionally successful and are able
to pursue productive and satisfying careers? How can

services be made more responsive and more likely to
help large numbers of children and families retain
control over their lives? How can schools help, and
what responsibility must be assumed by other institu-
tions that serve children and families?

A growing number of communities are developing
collaboratives to gather the information needed to
discuss these questions fully and to arrive at collective
decisions for resolving them. With a common vision,
the collaborators or partners in these collaboratives are
becoming a voice for children and families. By virtue
of their broad-based representations, collaboratives are
an emerging force for change in America’s communi-
ties. These efforts reflect a growing consensus among
researchers, policy makers, and practitioners that
stronger connections between family, school, and the
larger community, particularly among educators and
health and human service providers, are essential to
the success of children and families.'

Together We Can offers a guide for communities
interested in creating a pro-family system of integrated
services to address the complicated problems children
and families face in today’s society. While Together
We Can draws largely on the experience of urban
communities, the lessons apply to rural communities
as well. Its purpose is to help communities across
America develop a process for fundamentally restruc-
turing services and service delivery within and among
child- and family-serving institutions. Together We
Can is written for everyone who has a part to play in
helping children and families succeed—parents;
teachers; administrators and practitioners who provide
educational, health, recreational, cultural, and human
services; prospective employers; elected officials;
policy makers; labor union officials; and members of
the advocacy community. It is based on the belief that
“together we can” marshal the expertise and political
will necessary to ensure that children and families
receive the services they need. Acting alone, no one
will succeed.
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The task of creating a more responsive service
delivery system is not easy. The findings of the
inspector general of the U.S. Department of Health
and Human Services in Services Integration: A
Twenty-Year Retrospective confirm the difficulty of
integrating services.” The report concludes that
interagency coordination frequently results in short-
term improvements in the accessibility of services for
some clients, but has little permanent effect on the
operation of key institutions. Interagency efforts to
collaborate on integrating services routinely face a
string of obstacles such as “the ubiquitous problems of
institutional deficiencies, professional training differ-
ences, resource constraints, communication gaps,
authority, and ‘turf issues.”””

Despite the difficulty involved and the limited
research on the effectiveness of service integration,
strategies to build more rational and responsive service
and support systems for children and families are
continuing to gather momentum at the local, state, and
federal levels. Realizing the importance of this
activity, the U.S. Departments of Education and Health
and Human Services convened a Study Group on
Services Integration in July 1991 to discuss how
collaboration can be used to make services more
responsive to child and family needs. Together We
Can distills the knowledge of the Study Group mem-
bers, a diverse group of practitioners, policy makers,
researchers, and advocates engaged in efforts to
develop profamily systems of integrated services at the
local, state, and national levels.

The charge of the Study Group members was to
extract the common themes from their experiences and
to identify, if possible, the land mines and major
milestones that mark progress toward more responsive
services for children and families. They narrated,
reflected upon, and retold their experiences in trying to
build a system of services that is profamily, school
linked, and integrated. Their dialogue focused not
only on successes, but also on failures so others might
learn from their mistakes. In particular, the partici-
pants were asked to address the question of how to
create permanent improvements in the institutions that
serve children and families. Their candid assessments,
insights, and analysis form the basis of this guide.

Together We Can is written as a guide, not a
cookbook, for two reasons. First, within the param-
eters of the vision and the process proposed herein,
there should be wide variation in the design and
content of local initiatives. The experience of Study
Group members and others in local efforts shows that
following a rigid formula will not work. The best
recipe for change in each community will depend on

the mix of local ingredients and circumstances. The
details of how services can and should be changed and
how resources can be reconfigured to meet the needs
of specific groups of children and families are not
addressed here. The purpose of this guide is to help
communities develop an approach that will work best
to meet local needs.

Second, there is simply not enough research
available for a definitive book on developing a
profamily system of integrated services. There is little
hard evidence documenting significant gains in
education or child welfare as a result of service
integration efforts. While attempts to integrate ser-
vices are emerging around the country, conscious
efforts to alter personal relationships within and across
institutions and to change the quality of services, not
Just to improve access to them, are far fewer in num-
ber. With little experience and evaluation available,
communities must assess their resources and circum-
stances and ask, “What services will work best for
which children and families and under what circum-
stances?”’

Part I, OQutlining a Vision for Change, argues
that an interlocking set of integrated education and
human services is an essential part of a community
where learning can happen.* While no substitute for
the other elements of a fully functioning community,
especially jobs and a strong economy, a pro-family
system of integrated services provides a critical buffer
for at-risk youth and many of the opportunities neces-
sary to help every young person meet his or her
potential. This guide envisions a profamily system
that would expand the capacity of helping institutions
and specialized remediation and treatment services to
meet the needs of children and families before prob-
lems become more difficult and costly to repair. It
outlines a strategy for integrating and restructuring
current services into a profamily system and describes
the key characteristics of effective service integration
initiatives.

Part II, Realizing the Vision, presents a five-
stage framework to help partners collaborate and
develop their own process or changing complex
system—one that focuses on long-term change while
being flexible enough to respond to changing circum-
stances and conditions. Instead of steps, the frame-
work highlights the major milestones that let partners
know they are making progress. Within each stage, the
guide also calls attention to the land mines that are
likely to crop up along the way. Brief stories illustrate
both milestones and land mines experienced by local -
initiatives.

13
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Part I, Communities Moving Toward the
Vision, profiles four collaboratives with initiatives to
integrate and link services to schools: Walbridge
Caring Communities in St. Louis, Missouri; Lafayette
Courts Family Development Center in Baltimore,
Maryland; New Beginnings in San Diego, California;
and the Youth Futures Authority in Savannah-Chatham
County, Georgia. Each effort arose from a distinctive
set of circumstances and grew in response to local
needs, resources, and references. These profiles
illustrate the various aspects of the five-stage frame-
work for building the capacity of partners to work
together and fine-tune their efforts to accomplish
shared goals. Some readers may wish to begin the
document by looking at these profiles, since the vision
for change and the five-stage framework in this guide
emerged from experiences such as these.

Together We Can also includes resource appendi-
ces. The Appendix: Pro-family Checklist offers two
checklists that collaboratives can use to assess their
progress, and Notes and a Bibliography include
numerous sources for more specific guidance on
collaboration, services integration, and key elements of
effective service delivery.
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Outlining a Vist

on for

On one corner drugs,
On the other corner thugs.
On another corner hookers.

Up that street gangs,
Down the street gangs.
Downtown crews
Beating people down for hats and shoes.

In the ghetto there’s always violence,
But one day I hope for peace and silence.

A 15-year-old boy, Charles, wrote this poem is in
10th grade at a vocational-technical school in Balti-
more, Maryland. There is a lot he is trying to under-
stand about his own family’s turmoil and the poverty,
violence, and unrest in his neighborhood. An older
sister and brother are school d